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2. SERVICE CENTER VISION

USDA has made significant strides since the
President signed the Federal Crop Insurance
Reform and Department of Agriculture Re-
organization Act of 1994. This legislation
provided USDA with the opportunity to
launch a bold plan to reorganize the De-
partment, improve customer service, and
save taxpayer money. By focusing on fewer
offices, lower employment levels, and ad-
ministrative process reforms, the plan
promised to save money while improving
service to customers.

The Service Center Initiative (SCI) is a cor-
nerstone of the overall reorganization and
modernization effort of the department, pro-
viding leadership for improvements in cus-
tomer service. The SCI is deeply involved in
the full range of modernization initiatives
including:

Reorganizing and streamlining field
structure.

Overseeing administrative convergence
of Service Center agencies.

Integrating technology.

Ensuring Year 2000 (Y2K) compliance.
Expanding partnerships.

Improving outreach to under-served
customers with a reduced workforce.

> > >

The ultimate objective is to create a Service
Center environment where a customer can
obtain one-stop shopping and quality cus-
tomer service. In addition to increasing
customer satisfaction, the USDA wants to
reduce the cost of providing services and
cultivate strong partnerships with various
organizations at the Federal, state, and local
levels. A complete explanation of the Serv-
ice Center goals and strategies can be found
in the USDA Service Center Strategic Plan.
The plan location can be found in the USDA

Documentation Roadmap referenced in Ap-
pendix L of this document.

A description of the Service Center Vision
and USDA'’s view of the Model Service
Center follows. It is a futuristic, or “To-Be,”
look at what composes a Model Service
Center. This vision began as a concept de-
scribed in the USDA Service Center Con-
cept of Operations document produced in
1997 and is slowly becoming reality.

The discussion is divided into the subse-
quent sections:

2.1 Goals, Objectives, and Strategies

2.1.1 SCI Goals and Objectives

2.1.2 Strategies

2.1.2.1  Service Center Collocation: A First Step in
One-Stop Service

2.1.2.2 Human Side of Change: Employees, Part-
ners, and Customers

2.1.2.3  Business Process Reengineering (BPR) and
Improvement

2.1.24 Consolidation of Administrative Proce-
dures or Support Functions

2.1.2.5 Integrated Technology

2.2 Model Service Center

2.2.1 Model Service Center: Business

2.2.2 Model Service Center: Applica-
tions/Data

2.2.3 Model Service Center: Technology

224 Model Service Center Scenarios

2.24.1 Scenario 1

2.2.4.2 Additional Scenarios

23 Modernization Architecture

2.3.1 Business Architecture

2.3.1.1  Core Business Processes

2.3.1.2  Administrative Support

2.3.2 Applications Architecture

2.3.2.1 Approach

2.3.2.2 Integrated Information Flow—Internal

2.3.2.3 Integrated Information Flow—External

2.3.2.4 Client/Server Architecture

2.3.2.5 Three-Tier Architecture

2.3.2.6  Security

2.3.2.77 Applications Policies and Standards

233 Data Architecture

2.3.3.1 Opverall Approach

2.3.3.2 Enterprise Data Model

2.3.3.3 Common Policies, Standards, and Guide-
lines
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2.3.3.4 Implement Data Administration Program

2.3.3.5 Central Repository of Metadata

2.3.3.6 Implement Data Stewardship Program

2.3.3.7 Enterprise Physical Data

2.3.3.8  Physical Implementation of the Data Ar-
chitecture

2.3.3.9 Data Warehousing

2.3.3.10 Develop, Acquire, and Deliver Shared
Geospatial Data

234 Technical Architecture

2.34.1 LAN/WAN/Voice

2.3.4.2 Common Computing Environment

2.3.43 Model Service Center Facilities

2.1 Goals, Objectives, and
Strategies

A USDA Service Center is a place of busi-
ness that provides information on and deliv-
ers:

Farm programs and farm credit for FSA.
Conservation technical assistance and
technical guidance for conservation
planning and assistance for NRCS.

A Rural loan and grant programs for Rural
Development agencies.

A
A

Some or all partner agencies may be repre-
sented at each Service Center location. The
center must have the necessary automated
resources, knowledge, and skills to respond
to customer questions and to satisfy their
requirements at a basic level for all USDA
partner agencies—  one-stop shopping.”

The Service Center Vision reflects the views
of both USDA customers and senior man-
agement of the partner agencies, as well as
the Secretary of Agriculture’s vision of the
department as a “place where our customers
are going to know, and want to know, about
a broad variety of things” and where “our
first responsibility is the effective delivery
of our programs to our customers.”

agricultural, rural development, and natu-
ral resource programs efficiently and with
a quality of service that exceeds customers’
expectations.

This mission encompasses the three partner
agencies’ individual missions and includes
common goals such as cost reduction and
quality customer service.

Vision

Mission

USDA Service Centers, in partnership with
individuals and communities, will deliver

We will reach out and deliver programs to
customers in a manner that is responsive to
their needs, treating each with dignity and
respect.

USDA’s near-term focus during fiscal years
1998 and 1999 included the successful reor-
ganization of the field structure and field
office closures, while reducing costs, im-
proving program delivery, and increasing
efficiency. USDA’s long-term focus through
fiscal year 2002 involves increasing opera-
tional efficiency by reengineering business
processes and implementing common com-
puter applications, data architectures, and
computing platforms to facilitate sharing of
accurate, timely, and readily accessible in-
formation across mission areas.

Thus, the SCI Strategic Vision is directly
linked to the USDA and subordinate Mis-
sion Area Strategic Plans, and will be guided
and measured against a series of goals de-
veloped by the partner agencies:

A One-stop service.

A Quality customer service.
A Cost reduction.

A Partnership.

The SCI objectives are closely aligned with
the mission area strategies.
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2.1.1 SCI Goals and Objectives

General Goal 1—One-Stop Service

Establish one-stop USDA Service Centers
where agricultural, rural development, and
natural resource conservation programs
are provided by employees offering excep-
tional service seamlessly.

Objective 1: Consolidate current NRCS,
FSA, and Rural Development field offices
through collocation and closures, and create
a new office structure consisting of ap-
proximately 2,550 USDA Service Centers in
accordance with a strategic location plan
that best combines technical requirements
and agency customer program management
considerations.

Objective 2: Implement a communications
strategy and plan that fosters understanding
and commitment to Service Center goals and
objectives.

Objective 3: Establish one-stop service as
the organizational culture by December 31,
1999, through change management.

Objective 4: Develop an integrated source
of customer, land, and program information
that can be shared within Service Centers
and with customers.

Objective 5: Establish an open, integrated
information management system in all
USDA Service Centers.

Objective 6: Examine current program de-
livery processes and identify opportunities
to streamline and integrate program deliv-
ery; develop innovative delivery means that
enhance service, reduce cost, and provide
the flexibility for changes in direction.

Objective 7: Develop capability for Service
Centers to deliver customer benefits for all

applicable USDA programs, regardless of
the number of partner agencies present.

Through the one-stop service goals, USDA
will provide seamless agricultural, rural de-
velopment, and natural resource conserva-
tion programs to customers.

Service Centers will enhance customer
service to farmers, ranchers, rural commu-
nities, businesses, and families by providing
all applicable USDA programs at all loca-
tions. Customer convenience will be im-
proved through collocations and the estab-
lishment of the Service Centers, because
each office will be able to provide services
for all applicable USDA programs. Oppor-
tunities for greater efficiency will be created
through partner agencies’ sharing of staff
and technology.

In order to deliver/meet the one-stop service
objectives defined above, USDA is in the
process of implementing the following ini-
tiatives:

A Consolidation of current NRCS, FSA
and Rural Development field offices.
Communication that fosters under-
standing and commitment to customers.
Integrated source of customer, land, and
program information.

Open and integrated information man-
agement systems.

Delivery of customer benefits for all ap-
plicable programs, regardless of the
number of partner agencies present.
Performance measurement of Service
Centers to support continuous improve-
ment.

> > > >

>

The following chart explains how these ini-
tiatives, once complete, will affect Service
Center operations from three distinct per-
spectives: Service Center customers, Service
Center employees, and state- and depart-
ment-level USDA officials.
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General Goal 2—Quality
Customer Service

Exceed the expectations of customers by pro-
viding fair, equal, courteous, high-quality,
professional, and personalized service in a
timely and nondiscriminatory manner.

Service Center employees are committed to
providing fair and equal treatment to custom-
ers without regard to race, color, national ori-
gin, age, and disability in all programs and
services.

Customer service is a primary consideration
and focus of the Service Center. Staff will ex-
ceed customer expectations by providing
courteous, high-quality, professional, and per-
sonalized service in a timely and effective
manner.

Service Centers will strive to achieve the fol-
lowing customer service standards:

A Customers are treated with courtesy and
respect.

A Customers are given prompt and reliable
service.

A Customers are given information that is
clear, reliable, and easy to understand.

A Customers are given forms that are easy to

understand and complete and, if necessary,

given assistance in completing them.

Customers can expect Service Centers to

work with related state and local offices.

>

Objective 1: Establish a customer-defined,
service-quality feedback system so customers
have a convenient and trustworthy method to
communicate concerns, problems, and rec-
ommendations to USDA, and so improve-
ments can be made in response to customer
needs.

Objective 2: Increase customer satisfaction
with service provided by USDA Service Cen-
ters.

Objective 3: Reduce the amount of time a
customer needs to devote to receive a USDA
benefit.

Objective 4: Meet or exceed customer-
defined standards for program delivery.

Objective 5: Improve service by providing
remote customer access to all applicable
USDA program information and applications.

Objective 6: Examine customer outreach ef-
forts, identify opportunities to improve out-
reach to under-served areas and nontraditional
customers, and integrate improved outreach
efforts across all applicable programs.

General Goal 3—Cost Reduction

Reduce administrative and program delivery
costs by implementing common processes in
support of USDA Service Center operations.

Service Centers will continue to reduce ad-
ministrative and program delivery costs by
using integrated information systems and
sharing administrative resources to the maxi-
mum extent possible.

Objective 1: Reduce USDA Service Center
administrative costs by reengineering admin-
istrative processes and functions.

Objective 2: Share agency resources for data
entry and exchange to reduce database estab-
lishment and maintenance costs.

Objective 3: Reduce the cost of delivering
programs by reengineering and developing a
set of core business processes that maximize
the sharing and integration of partner agency
resources.

SCI Modernization Plan — November 19, 1999
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General Goal 4—Partnership

Develop partnerships with individuals, con-
servation districts and other organizations,
communities, private organizations, and
Government agencies to maximize use of
limited resources and attain common goals
and objectives, while protecting the privacy
of our customers.

Service Centers will continue to develop part-
nerships with individuals, communities, other
private organizations, and Government agen-
cies to maximize the use of limited resources
and attain common goals and objectives.

Objective 1: Expand ties with state, county,
local, and private entities to expand informa-
tion and services provided through USDA
Service Centers.

Culture Change

Objective 2: Provide an integrated source of
partner information that can be shared within
Service Centers and with customers.

2.1.2 Strategies

USDA is accomplishing the Service Center
reengineering incrementally, along with test-
ing and piloting of technology alternatives.
USDA has established a set of reengineering
implementation strategies focused on attaining
the goals first articulated in a Concept of Op-
erations published in 1995 and enhanced by
the SCI Strategic Plan developed in 1997 and
updated in 1998. These strategies focus on the
“back-office” (internal Service Center opera-
tions, such as managing customer information
within a Service Center) as well as the “front-
office” focus of reaching out to the customers
and providing service. Figure 2.1-2 illustrates
these strategies.

Figure 2.1-2. Strategies: Collocation—Culture Change—BPR—Consolidated
Administrative Procedures—Integrated Technology

SCI Modernization Plan — November 19, 1999
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2.1.2.1 Service Center Collocation: A
First Step in One-Stop Service

Implementatlpn of
one-stop service

and cost reduction
requires partner
agencies to move
or close stand-
alone field offices
o and migrate to
collocated Service Centers. A Service Center
is any full-time office that delivers USDA
programs and services, regardless of which
agencies are located in the office. While the
intent is to collocate USDA offices to the
maximum extent possible, agency presence
within a Service Center is based on customer
needs. Thus, all three partners will not neces-
sarily have a full-time presence in all Service
Centers. Collocation requires sharing admin-
istrative management services and developing
appropriate internal controls to share costs. It
also enhances cross-agency sharing of person-
nel to better focus on customer needs, facili-
tated by sharing customer information within
and among Service Centers. The primary pur-
pose of collocation is to provide a single
USDA presence, which exists to provide the
best possible service in an environment of re-
duced resources. This goal requires USDA to
fundamentally change the way services are
delivered at the county level. Customers are
not concerned about the structure of USDA
offices as long as their needs are satisfied.

Collocation

The Service Center agencies are streamlining
the way they conduct business to eliminate
boundaries between agencies by sharing ad-
ministrative processes and centralizing man-
agement of customer information and serv-
ices. Individual agency signs have been re-
placed with a new USDA Service Center sign
that conveys the integrated service concept.
Integrated telephone systems have been in-
stalled, and Service Center phone listings have

been redesigned to reflect a program rather
than an agency orientation. With the focus on
customer satisfaction, the Service Center
agencies work together to satisfy customer
needs. Collocation begins to solidify the infra-
structure required to deliver seamless services
by sharing administrative functions and criti-
cal customer information.

2.1.2.2 Human Side of Change:
Employees, Partners, and Customers

From the outset
of Service Cen-
ter implementa-
tion, USDA rec-
ognized that the
human side of
change must be a
paramount con-
sideration in all
deliberations
concerning the future business environment.
Significant efforts have been made to address
the human side of change with respect to cus-
tomers, employees, partners, and other
stakeholders. The SCI Quality Customer
Service and Change Management/Training
initiatives are important components that en-
sure concern for the human side of change is
at the forefront of all Service Center activities.

Culture Change

In addition to quality customer service and
training, USDA has instituted a strong plan to
partner with other agencies to meet common
customer goals. The partnerships are with
other Government and non-Government agen-
cies and associations and help to solidify SCI
goals.

Along with increased partnerships, USDA has
increased its outreach efforts to both custom-
ers and employees. Outreach councils have
been established on national and state levels,
and SCI is in the process of providing pro-
gram information to customers and employees

SCI Modernization Plan — November 19, 1999

2-8 If it matters to you, it matters to us!



USDA

United States Department of Agriculture

via the Internet. All of these efforts are means
to address the human side of change from both
an internal departmental perspective and an
external customer/partner perspective.

2.1.2.2.1 Quality Customer Service

The SCI has conducted a variety of customer
surveys and listening activities to determine
the kind of service that customers want, and to
ensure that the customer perspective is incor-
porated into strategic and operational plans for
Service Centers. Significant effort has been
made to learn how borrowers and producers
feel about the USDA service. USDA has been
systematically collecting customer service
data since 1994, and this base of information
has been steadily expanded with additional
research to determine methods of service im-
provement.

2.1.2.2.2 Change Management/
Training

It is important that employees, partners, and
customers understand the underlying reasons
for and support the significant changes—col-
location, business process reengineering, and
technology infusion—necessary to implement
the Service Center concept. To facilitate that
understanding, the SCI Change Manage-
ment/Training effort focused on the human
side of change.

Emphasizing programs and initiatives that
cross agency lines—an enormous culture
change for the Service Center agencies—the
training provides an opportunity for Service
Center employees to work together to meet the
needs of common customers of three separate
agencies. Employees gain the customer serv-
ice skills they need to put their customers at
ease, and our strong commitment to serving
all customers with dignity and respect is rein-
forced. The training uses case studies, devel-
oped in conjunction with the Service Center
partner agencies’ civil rights staff, to illustrate

our commitment to civil rights. Internal barri-
ers to working together across agency lines
and barriers to providing extraordinary cus-
tomer service are identified—and barriers that
cannot be resolved locally are referred to state
and national levels for resolution. In addition,
our employees are receiving information tech-
nology, Geographic Information System
(GIS), and program training to increase their
levels of competence and confidence as they
reinvent the way Service Centers deliver pro-
grams.

Cross-Servicing

As the SCI modernization effort proceeds,
USDA will achieve its goal of providing one-
stop service to customers through a variety of
initiatives, including deploying integrated
technology, reengineering program delivery
methods, and implementing new policies and
procedures. An important step in this process
will be to determine the extent to which cus-
tomer needs will be met at all Service Cen-
ters—that is, how one-stop service will be
implemented as the modernization effort
matures. In this regard, making the most ef-
ficient use of resources (staff, facilities, and
equipment) is a significant requirement.

Over the next year, the SCI will identify ex-
isting opportunities to better meet customer
needs through sharing resources across
agency lines. Customer survey results that
are reported by the Quality Customer Service
Team in FY 1999 will be used as a point of
departure to update specific service objectives
to meet customer needs. Other alternative
cross-servicing concepts will be identified in
conjunction with current BPR pilot testing
and Reinvention Lab (see Section 4, page 4-
10) activities. Based on updated customer
service objectives, the SCI will encourage
and facilitate cross-servicing of agency cus-
tomers in county offices through legislative,
administrative, technological, and other

SCI Modernization Plan — November 19, 1999
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mechanisms that may prove useful, given the
limitations that may exist due to a lack of
employee program knowledge or lack of re-
quired technical skills. Emphasis will be
placed on combining the most efficient pos-
sible use of USDA resources with the most-
effective possible support of customer needs,
while maintaining the technical and mission
integrity of the partner agencies.

This initiative will be pursued in the follow-
ing stages:

A January 2000—Analyze FY 1999 cus-
tomer survey results to determine cus-
tomer needs.

A February 2000—Identify cross-servicing
concepts based on current BPR and pilot
testing experience.

A April 2000—Identify mechanisms to fa-
cilitate cross-servicing.

A June 2000—Begin testing of cross-
servicing solutions.

2.1.2.2.3 Partnership

Because USDA Service Center agencies are
county-based agencies, they enjoy a unique,
historical partnership with the local communi-
ties they serve. Local farmers have played an
important role in determining the USDA
services to be offered in their own communi-
ties. Their voices are heard through county
committees and through active solicitation of
feedback. Emphasis has been placed on em-
ploying various partnerships to maximize the
available resources and attain common goals.
Partnership possibilities include the spectrum
of public- and private-sector organizations,
private industry, USDA agencies, and other
Government agencies.

The implementation and operation of Service
Centers depend on a partnership formed be-
tween the Service Center agencies (FSA,
NRCS, and Rural Development). To ensure

broad success of the initiative, other USDA
agencies, such as the Cooperative Extension
Service and the Forest Service, have been in-
cluded in the decision-making process and
participate in the one-stop service concept,
which will be fundamental to future Service
Center operations. The same kind of involve-
ment has been offered to non-USDA agencies,
such as the Bureau of Land Management
(BLM), state and local agencies, and non-
Federal partners such as conservation districts.
The National Association of Conservation
Districts (NACD) is an important Service
Center partner, providing state and local per-
spectives.

Labor-management and leadership partner-
ships also play a critical role in designing the
Service Centers’ future. At the outset of
Service Center implementation, the National
Food and Agriculture Council (NFAC)
unanimously agreed to invite union and em-
ployee association participation in the process.
The working relationship between manage-
ment and unions has improved communica-
tions among Service Center employees, man-
agement, and Service Center working teams.

Another area where partnerships are extremely
important is the Geographic Information Sys-
tem (GIS). The broad implementation of the
GIS strategy cannot be successful without
strong partner relationships with other Fed-
eral, state, and local government entities, as
well as with private-sector organizations.
These partnerships foster development of the
framework and other data themes common to
similar GIS implementations.

2.1.2.2.4 Qutreach

One of the most important missions of the
USDA Service Centers is to ensure that all
customers have equal access to programs and
services. As the USDA “front line,” Service
Centers play a critical role in implementing
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the full spectrum of outreach activities for the
department, including specific recommenda-
tions made by the Civil Rights Action Team
(CRAT) and the National Commission on
Small Farms (NCSF). To help remove barriers
to serving under-represented customers, the
CRAT recommended that USDA:

A Consider under-served communities in
determining Service Center locations.

A Establish satellite offices where necessary
to reach under-served customers.

A Establish full-time Service Centers on In-
dian tribal lands.

In January 1998, the NCSF made a number of
recommendations for USDA to improve out-
reach and program delivery, including:

A Developing and disseminating training and
educational materials.

A Developing networks, mentoring pro-
grams, and consortia for small farm and
ranch operators.

A Holding local USDA agency personnel
and supervisors accountable for target
audience outreach programming.

USDA also must comply with Section 2501(g)
of the 1990 Food and Agriculture Trade and
Conservation Act. Section 2501(g) stipulates
that the Secretary shall require that the Service
Center agencies establish a consolidated
suboffice at tribal headquarters for a minimum
of 1 day per week in each county that has a
reservation.

In response to the need to expand outreach
activities, National and State Outreach Coun-
cils are being established to enhance program
and service delivery to under-served commu-
nities. The National Outreach Council (NOC)
is a policy body that assists states to develop
and review outreach activities. State Outreach
Councils (SOC) provide a sounding board to

ensure that outreach plans meet the needs of
under-served communities and groups within
the state. The NFAC is working in coopera-
tion with the National Office of Outreach at
USDA to establish these councils.

In a 1997 departmental directive, the NFAC
required states to develop and submit specific
plans for meeting the needs of under-served
communities. States were required to submit
short-term plans in December 1997 and long-
term plans in April 1998. These plans identi-
fied the customer information and resources
required for the implementation of outreach
plans and specified actions that must be taken
to:

Engage under-served communities.
Improve access to USDA programs and
services.

Assess needs.

Obtain input about service improvements
required.

>> >

Under direction from the Assistant Secretary
for Administration, the NFAC is responsible
for reviewing state plans, monitoring progress
of the implementation effort, and reporting
significant developments. The NFAC is now
working with NOC and states to further de-
velop and implement long-term outreach
plans.
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2.1.2.3 Business Process
Reengineering (BPR) and
Improvement

Business Process ‘

Reengineering

The Information
Technology
Management
Reform Act re-
quires executive
agencies to ana-
lyze their mis-
sions and, before
making signifi-
cant investments in information technology to
support those missions, revise their mission-
related and administrative processes as appro-
priate.

This requirement supports the USDA desire to
assess and adjust current business practices in
support of Service Center strategic directions.
USDA is committed to fundamentally chang-
ing the way its Service Centers conduct busi-
ness. In fact, delivering one-stop service is
nearly impossible in the current environment.
Simply sharing a customer’s address and
phone number electronically is not possible,
let alone sharing up-to-date location informa-
tion through GIS. The existing USDA Service
Center business processes and IT infrastruc-
ture have major deficiencies that adversely
affect both service quality and operating effi-
ciency, and are completely inadequate to meet
foreseeable demands. Service Center opera-
tions may currently be described as a series of
“stovepipe” units staffed by a dedicated group
of employees, delivering important services
independently to an overlapping set of cus-
tomers. This practice results in inefficient and
costly delivery, placing an unacceptable bur-
den on USDA customers. Operations also are
composed of many complex and cumbersome
processes, resulting in untimely delivery of
services and incomplete or outdated informa-
tion.

The SCI BPR objectives are to:

A Improve customer service and reduce
customer burden.

A Reengineer core Service Center processes
from an enterprise perspective.

A Integrate Service Center processes to pro-

vide one USDA voice to customers, where

possible.

Share common information.

Identify and prioritize the highest payback

areas in terms of a favorable return on in-

vestment.

A Provide USDA management with a rec-
ommendation as to whether to proceed
with investment in IT and BPR.

A Reduce the cost of Service Center opera-
tions while improving quality.

> >

USDA intends to reengineer 100 percent of
Service Center business and is taking an in-
cremental approach to BPR. Currently, the
SCI has initiated the reengineering of ap-
proximately 60 percent of Service Center
business, beginning with those portions ex-
pected to provide the most substantial bene-
fits. USDA is planning to reengineer the re-
maining 40 percent over the next several
years, as resources become available.

2.1.2.4 Consolidation of Administra-
tive Procedures or Support Functions

Administrative
convergence is key
to reengineering
the Service Center
agencies. Cur-
rently, three sepa-
rate administrative
structures provide
support to NRCS,
FSA, and the Ru-
ral Development mission areas. USDA is
committed to streamline operations by com-
bining these three structures into one Sup-

Consolidated
Administrative
Procedures
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port Services Unit and delegating the
authority to conduct most administrative
Junctions to the state level, closer to the cus-
tomer. The plan assumes a reduction of ap-
proximately 47 percent in administrative
staffing for these agencies between 1993 and
2002. Savings accrued from these changes
will be used to support basic program staff
and improved services to USDA clients. The
full benefit of this reorganization will not be
realized until administrative systems can be
redesigned and supported by compatible
technology.

2.1.2.5 Integrated Technology

The Service Interoperability Lab

Center agencies I(-:»EIENVANNoice
are completely

: . Integrated Technology
reengineering rily
automation sup-
port to the

county-based
field structure,
which is currently a series of organizational,
technical, and communications “stovepipes.”
Reengineering includes an organizational re-
design implemented under the administrative
convergence initiative, the LAN/WAN/ Voice
project, a Common Computing Environment
(CCE) project, and a data management proj-
ect. Administrative convergence will imple-
ment an [T organization focusing on an inte-
grated approach to delivering the requisite
automation and telecommunications services
to enable administrative support to Service
Centers.

In the past, agency processes, systems, and
data management have been separate opera-
tions. Implementing the Service Center con-
cept will improve customer service by pro-
viding collocated offices and ensuring the
ability to share information and deliver serv-
ices in a modern business manner. Enabling
this planned vision is a shared information

SCI Modernization Plan — November 19, 1999

2-13

system built around common communications
standards, implemented via a LAN/WAN/
Voice infrastructure, a CCE, and an integrated
data management infrastructure.

2.1.2.5.1 Interoperability Laboratory

An interoperability laboratory within the busi-
ness integration center brings these technical
solutions together with business changes to
test and refine interoperability requirements
before field testing. The interoperability lab
also is used to test new technology, better un-
derstand capacity requirements, identify secu-
rity issues, and test against the common ar-
chitecture applications developed in agency
development centers. This allows an iterative
build of the Service Center architecture.
Interoperability is maintained through close
coordination and review by the three main
strategy elements: business-driven efforts,
enterprise data management, and common
platform usage.

2.1.2.5.2 LAN/WAN/Voice Project

In 1995, USDA embarked on a major infra-
structure initiative—deploying LAN/W AN/
Voice capability to all USDA offices. Before
this initiative, there was little sharing of the
telecommunications structure between agen-
cies, to the extent that even in collocated of-
fices, one agency could not transfer telephone
calls to another agency. This infrastructure
provides baseline connectivity required for
leveraging reengineered business processes
and automation upgrades. The goal of this
project is to deliver a common telecommuni-
cations infrastructure to Service Centers, state
offices, and other approved support offices
nationwide. The project provides shared tele-
phone (voice) systems, and local- and wide-
area computer (data) networking, which will
facilitate the implementation of USDA Serv-
ice Centers, decrease telecommunications
costs, and provide a common local telecom-

If it matters to you, it matters to us!



USDA

United States Department of Agriculture

munications system, while enabling adminis-
trative convergence and Service Center
reengineering initiatives.

2.1.2.5.3 Common Computing
Environment (CCE)

The agencies’ current disparate computer
systems are outdated, outmoded, undersized,
and do not support interoperability between
agency systems and current web-based sys-
tems. Many systems do not meet standards for
Y2K compliance. The CCE builds on the ini-
tial investment in shared information technol-
ogy represented by the LAN/ WAN/Voice
Project and enables an integrated data man-
agement infrastructure. The objectives of the
CCE are to:

A Gain significant efficiency by sharing the
same hardware and software within Serv-
ice Centers.

A Overcome the extreme limitations of
sharing information using the current or
legacy systems.

A Take advantage of current technology
gains and put Service Centers in the main-
stream of IT applications.

A Provide an environment that enables ef-
fective reengineering of business proc-
esses.

A Achieve Y2K compliance for Service
Centers.

A Draft Test and Implementation Plans
(completed in the first quarter of fiscal
year 1998).

A Conduct live test demonstrations (the first
components of CCE alternatives were
completed in April 1998).

A Select pilot-site hardware and basic office
automation software (completed in Febru-
ary 1998).

CCE will provide the Service Center hardware
and software needed to develop the integrated
business systems necessary to make one-stop

service a reality and to deploy the
reengineered business processes. At the core
of this vision is a shared information system
that will provide Service Center personnel ac-
cess to customer, program, technical, and ad-
ministrative information, regardless of the
agency they represent. USDA 1is pursuing an
incremental approach to technology moderni-
zation, which directly links to the phased ap-
proach of BPR.

2.1.2.5.4 Service Center Data
Management Initiative Project

The USDA information technology data man-
agement organization is responsible for
coordinating overall data management activi-
ties across business areas. The data manage-
ment focus is on five major areas:

A Implementing data management policies
and standards.

A Standardizing data management tools.

A Establishing a data warehouse and data
mart strategy.

A Establishing the data architecture.

The Service Center data team is currently per-
forming this centralized function. It is an
interim interagency team comprising five
technical working groups (TWGs) cutting
across agency lines to develop a unified ap-
proach to data.

Framework for Service Center Data
Management

USDA has adopted a model for enterprise data
management as a framework for implementing
enterprise-wide data management principles
and practices. The framework, as shown in
Figure 2.1-3, organizes the Service Centers’
many data management activities into six
high-level components, which fall into two
major categories: (1) those that provide direc-
tion to data management activities, and (2)
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those that deal with implementation. The
framework describes the functions, roles, and
responsibilities that constitute key components
of enterprise data management, and describes
the boundaries and interdependencies between
the functions.

A more detailed description of these data
management roles and responsibilities can be
found in the Service Center Data Management
Plan and the Service Center Data Administra-
tion Concept of Operations.

T
. . I .
Direction \ Implementation
1
1
I
DataProgram Guidance, Policy. lStandards Procedures
«—p Imﬁllememanon ___________ r__________‘____:; _______ [t e e ,
Coordination & Managament 1 ' .
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| h
SCIT Teams yy : | !
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Figure 2.1-3. Enterprise-Wide Data Management

2.1.2.5.5 Geographic Information
System Strategy

Through the use of the Geographic Informa-
tion System (GIS) and reengineered processes,
Service Centers will be able to change busi-
ness operations and deliver quality products
and services. GIS will automate numerous

business processes and enable Service Centers
to better perform key functions.

Of the technologies implemented by the
Service Center Initiative, GIS will have the
greatest and longest lasting impact on the
products and services provided to customers.
Customers think spatially; they know where
their land is, where each field is, and where
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the fields are in relation to other spatial fea-
tures, such as roads and streams. It is natural
to associate agricultural business with the
land. GIS automates and manages the spatial
component of land. In the future, USDA prod-
ucts and services will be linked spatially to
digital maps. The client will associate USDA
programs and business with the farms and
fields to which they apply. GIS will provide
accurate acreage calculations and quickly
compute what-if scenarios for alternative so-
lutions.

Using GIS to conduct Service Center business
is dependent on the availability of accurate
geospatial information. The various GIS data
categories are commonly called data layers or
themes, and 19 have been identified that are
common and desirable to successfully admin-
ister programs and to service customers into
the next century.

Four of these 19 themes have been identified
by one or more Service Center agencies as
critical to support the Service Centers’ mis-
sion. The following four data themes are the
most important; without them, Service Center
agencies cannot effectively use GIS technol-
ogy to create products for customer, partner,
or internal use:

A Orthoimagery.

A Common land unit.

A Soils.

A Cultural and demographic data.

Although the critical data themes are not
scheduled to be completely implemented until
the year 2007, incremental data and GIS capa-
bility will provide large business benefits to
Service Centers and their customers. Some of
these benefits already have been documented
in the USDA Geospatial BPR Report, dated
August 29, 1997. These benefits will accrue
immediately to those counties with GIS capa-

bilities, even before full implementation, and
include:

A Ability to use geospatial information to
make informed business decisions.

A Access to current, accurate geospatial in-
formation 80 percent faster than traditional
manual methods.

A Access to geospatial information by all
agencies simultaneously.

A Access to a common base map that is
jointly managed.

A Elimination of redundant work and data,
resulting in reduced Service Center work-
load.

A Improved map quality.

A Service from any center.

2.2 Model Service Center

The mission of the Model Service Center is to
deliver conservation, agricultural, and rural
economic development programs leveraging
shared partner agency resources. Efficiency is
achieved by leveraging local resources to sup-
port delivery of common programs that have
been developed and prioritized to meet the
needs of our eligible customers, optimizing
service delivery per Federal dollar.

The Model Service Center serves as a mecha-
nism to focus efforts on a common target,
which reflects one means of satisfying the
business needs outlined in Section 1.2.2—
Gap Analysis. A Model Service Center is de-
fined as the county-based office that capital-
izes on inherent commonality across agencies
in mission, operations, and support infra-
structure to meet the needs of eligible custom-
ers in the county area. The Model Service
Center is the operational unit within the na-
tional network of offices for delivery of con-
servation, agriculture, and rural economic de-
velopment programs, as well as the provision
of products, services, education, and informa-
tion.
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Transition to the Model Service Center is oc-
curring over several phases. The following
graphics represent an overview of how the
county-based Service Center will operate be-
tween 1998 and 2003.

Initial Integration and Testing Phase

Initial integration and testing occurred in
1998. Service Center collocation neared com-
pletion, and more than 20,000 employees en-
gaged in customer service training and were
introduced to the cultural change impact that
will occur in the next several years. This phase
established the foundation across the partner
agencies to support future modernization ef-
forts. Figure 2.2-1 represents a collocated
Service Center that is still highly paper inten-
sive, with some ad hoc sharing primarily
driven by the good intentions of hard working
employees.

Pilot Integration and Testing Phase

Key infrastructure elements of the moderniza-
tion were developed in 1999, including sig-
nificant progress in an integrated geospatial
delivery foundation, completion of the

SCI Modernization Plan — November 19, 1999

LAN/WAN/Voice telecommunications infra-
structure, acquisition of nearly 30,000 desktop
and laptop computers for county-based of-
fices, installation of 27 pilot sites for business
process and technical testing, and exploration
of improved outreach and program delivery
mechanisms. Figure 2.2-2 shows the Model
Service Center being built first in pilot loca-
tions while some infrastructure is put in place
at the county and state level.

Virtual Service Center

The Model Service Center in 2000-2003 will
have fully deployed capability for the public
to access and conduct business with USDA
electronically. USDA will use technology to
better understand the demographics and needs
of its customers and to serve their ever
changing needs quickly. It will partner with
the community to better understand local and
regional requirements. The infrastructure will
provide the flexibility for USDA to provide
creative delivery mechanisms while accom-
plishing back-office activities at reduced cost.
This is depicted in Figure 2.2-3.
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Core Business Processes

The SCl initially selected an activity-based
reengineering methodology because it best
supported the conduct of activity-based cost-
ing used in the initial economic justification
(Service Center Business Case, October
1997). The SCI has transitioned to
reengineering a set of core business areas,
which include:

A Community Development.
A Lending.

A Managing Risk.

A Conservation.

There are also a number of support services
being reengineered that will allow core busi-
nesses to operate more efficiently. Some of
those projects are managed under the SCI ad-
ministrative business area, while others are
managed as technical infrastructure projects.

Historically, much of the Service Center inter-
action with customers has been one-on-one
contact at a local USDA facility. In the future,
the partner agencies will migrate to an envi-
ronment where a greater proportion of infor-
mation exchange and transaction processing
occur through off-site alternates. Key compo-
nents will include:

A Providing information about programs,
availability, and eligibility requirements
through the Internet and other electronic
media (telephone and hotline support).

A Providing online information collection
and transaction processing capability (such
as forms and interactive, web-based appli-
cations), and reusing information previ-
ously collected to reduce the aggregate in-
formation collection and burden on cus-
tomers.

A Developing information collection and
management partnerships with state and
local agricultural entities and private or-

ganizations to integrate information col-
lection and sharing mechanisms among all
service providers.

This shared information environment is the
cornerstone for delivering USDA business at
the county level.

Some core business processes are similar
across agencies with respect to supporting ac-
tivities, competencies and skill requirements
for their delivery. The Model Service Center,
therefore, relies on the opportunity for con-
solidation of these core business processes and
the sharing of supporting activities among ex-
isting office agencies.

Operation of the county-based office relies on
staff and partners to deliver products and
services and execute program delivery. Op-
eration of the Model Service Center will re-
quire investment in people through retraining
and recruitment where prudent and applicable.

The Model Service Center includes significant
interaction with customers in face to face en-
gagements. Each core business process is bro-
ken into face-to-face activities and activities
that can be accomplished away from the cus-
tomer. The latter activities have the opportu-
nity to be consolidated, centralized, or re-
designed toward operating more effectively
where benefits outweigh costs. These activi-
ties can be moved out of the county office.

The Model Service Center depends on tech-
nology to collect, analyze, and distribute in-
formation. This infrastructure includes com-
mon computing equipment, integrated data,
and a common telecommunication backbone.

The Model Service Center will allow employ-
ees to focus their primary effort on core busi-
ness processes by reducing the amount of time
they spend on administrative information
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management and related activities. This is
being accomplished primarily through
reengineering of Service Center infrastructure
support; communications; hardware; desktop
software; and integrated shareable customer,
land, and program information. The
reengineering and movement to a single infra-
structure facilitates the reengineering of all
business areas.

The Model Service Center optimizes USDA
service delivery at the county level. It seeks to
improve service and efficiency by leveraging
technology in a distributed computing envi-
ronment. A principal strategy for implement-
ing the Model Service Center is through im-
proved distribution of work between front-
office and back-office activities.

Front-office activities are those that primarily
involve face-to-face customer interaction.
These activities may involve disseminating
information, providing and receiving applica-
tions, and providing consulting services and
direct assistance to customers. Customer
service is the cornerstone of the Service Cen-
ter operations. As such, improving the quality
of front-office activities directly affects the
delivery of USDA customer service.

Back-office activities are those that can pri-
marily be performed without direct customer
contact. Back-office activities use customer-
provided information along with additional
information and processes to perform activi-
ties to support an end service or product to the
customer. Activities may include determining
eligibility, processing applications, monitoring
compliance, producing plans, and performing
analyses. Back-office activities present op-
portunities for efficiencies to counter contin-
ued fiscal resource constraints. These efficien-
cies may include leveraging cross-agency re-
sources or partnering with community organi-
zations. Improvements in back-office activi-
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ties also enable a more concerted focus of
Service Center operations on front-office ac-
tivities and the direct interface with customers
and service delivery.

Cross-servicing of customers implies opportu-
nities for cross-sharing roles and responsibili-
ties in the Model Service Center. The re-
quirement to share roles and responsibilities
will be accommodated through cross-training
programs.

The Model Service Center will define cus-
tomer requirements within its region by part-
nering with those customers to evaluate op-
portunities to improve services and products.
Local-level plans will focus on the customer
base to determine needs and apply resources
based on that analysis. Thus, the workload
distribution will be a function of local plan-
ning and merging the results with Congres-
sionally dictated requirements.

An example of a customer’s experience in the
Service Center as it exists today and as it will
exist in the future Model Service Center dem-
onstrates the partner agencies’ ultimate target.
The next piece of this document portrays the
Model Service Center at two separate levels.
The first provides the view of employees,
customers, and other stakeholders, reflecting
the business, applications and technology lay-
ers of the Model Service Center architecture.
It describes business drivers in the form of
objectives and walks the reader through
Model Service Center expectations. The sec-
ond level walks a customer through the no-
tional lifecycle of an activity that will occur
regularly in the future Service Center, to pro-
vide a better understanding of customer im-
pact.

If it matters to you, it matters to us!
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2.2.1 Model Service Center: drivers that will provide focus as we imple-

Business ment this modernization strategy. Figure
2.2-4 illustrates Model Service Center objec-

The goals of quality customer service, cost tives and goals.

reduction, one-stop shopping, and partnership

are being attained by targeting a set of busi- 2.2.2 Model Service Center: Ap-

ness objectives that will satisfy both internal
and external customer needs. These goal and

objective statements become the business Figure 2.2-5 depicts the overall applications
goals for users.

plications/Data

b
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United States Department of Agriculture

Overall Applications’ Goals for Users

Customer Goals

Service Center Staff Goals

Stakeholder Goals

“I can do business with USDA in the
manner I prefer—in the office, at my
farm/house, or self-service.”

A variety of methods are available to
the customer to interface with
USDA.

“I don’t know or care what applica-
tion I’'m currently in.”

Seamless integration between appli-
cations. Users don’t need to focus on
applications, just seamless naviga-
tion between tools that help them do
their job. Online help is available so
that if questions arise, hard copy
manuals for specific applications are
not required.

“Today we loaned over $400,000
to under-served individuals in
Representative X’s district.”

Real-time reports can be gener-
ated for items that are not current
requirements.

“The turn-around time (approval,
funds disbursement) is so quick.”

Customer applications are automati-
cally electronically routed to ap-
provers or their designees; approvers
can electronically sign and forward.

“New updates are intuitive.”

Incorporate a common look and feel
to applications based on user input
and industry recommendations so
that new programs and updates re-
quire only brief explanations and
reference materials.

“We need to respond to the dis-
aster rapidly.”

Centralized common business
rules allow modifications in pro-
gram criteria to be quickly up-
dated in one place and distributed
overnight.

“I can almost watch the approval
process take place.”

Use online web technologies to al-
low customers to get real-time status
tracking.

“It’s just as easy to work offsite with
a client as it is in the office.”

Checking out client files from a
server or accessing information
through a web site will enable peo-
ple to do business wherever it makes
sense.

“Where are most of the Conser-
vation Plans dealing with water-
way rerouting done? How many
customers have CRP fields ready
for renewal? This new report
requires all sunflower producers
growing over 40 acres use
XYZ—how many do we work
with?”

Program Analysis and “What if”
questions can have immediate
answers.

“This winter, let’s go to Florida,
honey. I can still check on my pro-
gram sign-up status on my laptop or
the USDA office in Florida.”

Customer information is available
anywhere in the United States for
customers or USDA staff.

“I can do so much more now in the
same amount of time. Even things I
never thought were possible.”

Applications will be flexible tools
that evolve based on user de-
mands— create ad hoc queries, us-
ing measurement tools to help de-
sign fence requirements, etc.

“Technology has changed so that
it’s cheaper to use satellite instead
of land lines for computer com-
munications.”

N-tiered applications are flexible
enough to respond to redistribu-
tion at various layers.

Figure 2.2-5. Overall Applications’ Goals for Users (Page 1 of 2)
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Overall Applications’ Goals for Users

Customer Goals

Service Center Staff Goals

Stakeholder Goals

“I can investigate, apply for, and
receive USDA services without
having to leave my home.”

Remote service can be instituted
securely— online program descrip-
tions, electronic applications, and
electronic distribution are all possi-
ble.

“I can explain the requirements for a
loan and show you the online work-
sheet so you can see what type of
loan would work for you and what
you could qualify for right away
(even though I’'m an NRCS engi-
neer).”

Training/tools available for cross use
of resources.

“Look, that other department had

another hacking incident. I'm
glad we implement security in
depth.”

Security will be built into the

business processes, applications,
and data access. Ensure EDI and
customer access are also achiev-

able.

“These technology tools can be used
for all kinds of other useful pur-
poses. We use the internet to track
storms, look at rainfall, distribute
information, monitor Congressional
hearings on disaster legislation for
farmers, get the latest policy updates
as needed, cut down on paper cop-
ies, etc.”

Tools are useful to people in differ-
ent ways. Technology can enable
employees in ways others can’t cur-
rently envision.

Figure 2.2-5. Overall Applications’ Goals for Users (Page 2 of 2)

2.2.3 Model Service Center:
Technology

The common computing environment design
and implementation strategy is driven by the
need to provide the enabling technology in
order to reengineer the business of the Service
Center partner agencies. While some
reengineered business activities do not require
any automation, the majority of activities
within Service Centers can (and currently do)
benefit from some level of automation. Where
activities are supported by automation, the
systems are stovepipe in nature; that is, it is
not possible to share information between
agencies, with customers, and with other sys-
tems. In addition, much of the geospatial in-
formation managed within Service Centers is

not automated in any form and records are
maintained on paper and aerial photographs.

In total, the reengineered business activities of
the partner agencies span needs such as com-
munications, office automation activities,
lending money, dispersing commodity pro-
gram funds, environmental engineering, geo-
spatial analysis, and general record keeping.
Since the general strategy is to take advantage
of commercially available solutions as much
as possible, the first challenge is to design a
common computing architecture that will ac-
commodate as many of these needs as is pos-
sible. The second challenge is to devise a
strategy that implements this environment in
discrete, stand-alone components that make

SCI Modernization Plan — November 19, 1999
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sense both from a business and technical per-
spective.

The overall technology goals for the model
Service Center are based on the following
business requirements:

> > >

Administrative convergence.

Information sharing with customers.
Common office automation tools.
Geographic information systems infused
into Service Center activities.

Information collection only once.

Mobility for Service Centers.

Customer access to information.
Reengineered applications in the best envi-
ronment.

Overall Technology Goals

A

Delivery of partner agency administrative
services from one consolidated organiza-
tion. Reengineering is vigorously under
way in this business area. Early phases of
the CCE implementation should provide
the infrastructure necessary to implement
the reengineered processes that will make
consolidation of administrative functions
successful.

Electronic sharing of information between
customers and Service Centers in common
formats (i.e., letters, spreadsheets, etc.).
The current computing environments
within the Service Centers do no allow for
this.

A single office automation toolkit within
the installed CCE environment to facilitate
sharing of information as well as sharing
of personnel resources. The Service Center
partner agencies currently have three dif-
ferent word processing and spreadsheet
environments installed. Personnel from
each agency cannot share information
between these environments and do not

know how to use the software in their
partner agencies.

Automating the retrieval of geospatial data
is critical for reengineering Service Center
business processes. The Geospatial BPR
team recognized that while the majority of
Service Center processes use map-based
information, almost all this information is
still held on paper in manual systems. Of-
ten this paper is duplicated for use within
several processes and is maintained si-
multaneously by several Service Center
agencies. This leads to customers’ receiv-
ing different information from each
agency for the same area of land. The CCE
environment must provide the infrastruc-
ture necessary to collect, manipulate, ana-
lyze, display, and distribute this informa-
tion.

Single data environment where some in-
formation is not “shared” or transferred,
but all agencies simply use and maintain a
single copy of the database. An example
of this is customer information such as
name and address. Reengineered applica-
tions for all agencies will all use a single
customer database that is jointly main-
tained.

Service Center mobility. Many services
are performed by agency staff directly in
the field or at remote office locations. A
lack of direct access to information main-
tained at the Service Center often forces
the field personnel to transport a wide va-
riety of information to the field. Mobile
electronic access to this information will
allow one-time data entry and information
delivery while at the customer’s location.

Capability for customers to access pro-
gram information directly using the Inter-
net. Our society is rapidly changing with

SCI Modernization Plan — November 19, 1999
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regard to expectations relative to informa-
tion availability. Customers should be able
to directly change their own address and
perform other types of simple business
transactions without traveling to a Service
Center office. Customers who make use of
Precision Agriculture technology should
be able to gain access to digital imagery,
field boundaries, soil surveys, and other
basic map data to support their operations.

Overall Technology Benefits

Facilitate one-stop shopping concept.
Create common policies and procedures
for partner agencies.

Reduce redundant functions.

Reduce the cost of doing business.
Support and improve services to the cus-
tomer. More efficient response to con-
cerns.

Deliver effective/enhanced programs to
customers.

Enable common electronic user interface.
Facilitate information sharing between
customers and agencies.

Increase communication between agencies
and customers.

Increase the number of customers served.
Reduce time required to meet customer
needs.

Empower customers to assist themselves,
if desired, with minimal intervention by
USDA staff.

Provide more readily accessible USDA
program data via the Internet.

Make available accurate and complete
customer data across agencies.

> > > > > > > >

>

>

Overall, the technology of the Model Service
Center should provide an optimum environ-
ment for reengineering to occur. Specifically,
the CCE environment should be rich with
commercially available applications. The en-
vironment should be easy to use and within
the mainstream of the IT industry. Service

Centers are dispersed throughout the country
and often are located in remote, rural areas.
Personnel in these sites should be able to re-
ceive extra training and support for common
activities from local sources of expertise. The
CCE should provide multiple levels for appli-
cation development. Specifically, some appli-
cations may be accomplished by “macros”
while others may require a large, customized
software program. Finally, the CCE environ-
ment should allow for a transition period
where both legacy and new business processes
exist side by side.

2.2.4 Model Service Center
Scenarios

If the SCI attains its goals, future Service
Centers will operate as described in the fol-
lowing scenarios. These scenarios represent
only a fraction of the services to be provided
in the Model Service Center.

2.2.4.1 Scenario 1

Using the customer view of the business, the
SCI team identified improvements that will be
gained from the reengineered business and
proposed BPR projects. The following is an
example of one of many possible lifecycles or
processes. Major stages of this customer life-
cycle include:

Service Center and partners determine best
way to support their county.

Customer without USDA information.
Customer needs additional information.
Customer desires program eligibility de-
termination.

Customer applies for a program.
Customer works with USDA to develop a
plan.

Customer contracts with USDA.
Customer reacts to compliance issues.

>> > > >
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To illustrate the customer lifecycle, the SCI
team developed a scenario through which a
potential USDA customer in need of program
assistance might go—the Conservation Re-
serve Program (CRP) process. The current en-
vironment, the improved environment, and
examples of resulting savings and benefits are
illustrated.

Scenario

As beneficiary of her mother’s will, Joan
Lewis is bequeathed land previously recorded
by USDA but located in two separate coun-
ties in Mississippi. Joan’s situation is rea-
sonably straightforward, and it is assumed
that CRP sign-up is in progress.

Customer without USDA Information

Current Situation

In the current operating environment, Joan has
two options to determine available USDA
programs. Assuming Joan is aware that USDA
offers programs that may assist her with her
newly acquired land, she can phone or drive to
the Service Center to ask questions about
available programs. However, neither of these
options offers Joan convenient access to pro-
gram information. She may be required to ex-
plain her situation numerous times to various
agencies and program experts, particularly if
she is not familiar with USDA’s current pro-
grams. Consequently, Joan’s first encounter
with USDA may be a frustrating experience.

Recommended Changes

In the future Service Center, USDA will pro-
vide multiple options to bring USDA to Joan.
Examples of recommended changes that will
result from proposed projects include:

A Providing the means for USDA to increase
outreach efforts, especially to rural or un-
der-served areas, by disseminating infor-

mation through local media measures and
sponsoring conferences to expose USDA
programs and services; providing handicap
access and service to non-English-speak-
ing persons.

A Reducing Joan’s number of trips by pro-
viding multiple options for Service Cen-
ters to disseminate information:

» Providing hotlines (1-800 numbers) to
answer specific questions or concerns

» Providing an “Electronic Gateway to
USDA,” which will include un-
manned, stand-alone sites in Service
Centers or other public locations where
Joan could access basic information on
all USDA programs.

A By sending out program information be-
fore sign-up periods, USDA could contact
Joan to inform her that she was potentially
qualified to participate in a USDA pro-
gram.

A Providing directives electronically from
the national office to Service Centers will
disseminate program information to em-
ployees in a timely manner.

Anticipated Benefits

The changes resulting from these projects will
allow USDA to provide information to Joan at
her convenience while reducing Service Cen-
ter contact time. Through implementation of
recommended changes, Joan will receive con-
sistent and accurate information from a single
informed source. In addition, Service Center
employees will be knowledgeable of programs
when Joan inquires about them.

As a result of the proposed changes, savings
will be predominantly realized by the Service
Center customers. For example, Service Cen-
ter employees will be able to notify eligible
customers before the beginning of the sign-up
period. This changes the process from reactive
to proactive and allows the customer to decide
whether or not to pursue program participation
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without making a trip to the Service Center.
Customers will be exposed more often to
USDA program information through increased
outreach efforts and will have access to infor-
mation through hotlines, unmanned booths,
and the Internet. In addition, dissemination of
program information will improve since
Service Center employees will receive pro-
gram information and training in a timely
manner.

Customer Needs
Additional Information

Current Situation

Joan is now aware of available USDA pro-
grams. In the current environment, Joan may
be required to visit a Service Center to obtain
more detailed program requirements and pick
up application forms. Inefficiencies that cur-
rently exist include:

A If the program requires multiple agency
involvement, Joan will be required to meet
with multiple representatives from the re-
spective agencies and supply redundant
customer information to each agency.

A Appropriate staff from each agency may
not be accessible when Joan is there.

A In all likelihood, Joan is not aware of the
information or documentation required to
process her application and will be re-
quired to revisit the Service Center after
obtaining the necessary information.

Consequently, Joan spends much of her time
unproductively waiting for Service Center
employees only to discover she has to return
to repeat the experience.

Recommended Changes

In the future Service Center, USDA will make
all the necessary processing information avail-
able to Joan before her visit to the Service
Center or scheduled appointment with a pro-

gram specialist. Additionally, Joan could ac-
quire and complete application forms at her
convenience, before her scheduled appoint-
ment, further reducing Service Center staff
involvement. Joan will no longer be required
to wait or make unproductive visits to the
Service Center. Specific changes from pro-
posed projects include:

A Central points of contact will schedule an
appropriate specialist to meet with Joan to
provide program guidance and expertise.
The appointment may be scheduled at the
Service Center or, in certain circum-
stances, at Joan’s home or office. One visit
with one Service Center employee can
complete the application process.

A If Joan visits the Service Center without an
appointment or prior to obtaining available
forms or information, she will be greeted
by a Service Center representative who
will be cross-trained in basic information
for all programs. The representative will
provide Joan with general information re-
ferrals on applicable USDA programs and
help her schedule an appointment with the
appropriate specialist. Program fact sheets
will be available that include details about
benefits, basic eligibility requirements, a
process checklist, required documentation,
etc.

A In addition, since Joan is a new customer
requesting USDA service, the coordinator
will enter her customer information into a
Shared Data Repository. This customer
profile information will be accessed when-
ever necessary by all agencies and coun-
ties.

A Information will be provided to customers
before their visit to the Service Center, and
they will be able to submit inquiries elec-
tronically.

A A Service Center Home Page will detail
USDA program information, including
benefits, basic eligibility requirements, a
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process checklist, required documentation,
application forms, etc. Joan could submit
her questions electronically directly to
USDA and enter much of her own cus-
tomer information, which would then be
accessed by the program specialist sched-
uled to process Joan’s application.

Anticipated Benefits

These changes will ensure that USDA has
maximized Joan’s use of time and reduced the
number of erroneous contacts and visits to the
Service Center. Joan will have an appointment
and be aware of the information that is re-
quired for processing her application before
arrival at a Service Center. In addition, the
program specialist will spend less time an-
swering general questions and entering basic
customer information.

Process changes will allow customers to
choose the method by which they receive pro-
gram information, and that information will be
provided in a timely manner. Information will
be available to customers via such methods as
mobile offices (i.e., outfitted vans), unmanned
electronic booths, toll-free hotlines, and the
Internet. Customers will know what informa-
tion they need to bring with them before their
arrival at the Service Center. These alterna-
tives will eliminate the need for most custom-
ers to visit a Service Center before application
and, as a result, reduce time demands on
Service Center employees. In addition, the
Shared Data Repository will reduce redundant
entry of information by multiple agencies.

Customer Desires Program
Eligibility Determination

Current Situation

Through her previous contacts with USDA
(either through the toll-free phone number,
information on the Internet, or discussions
with the Service Center representative), Joan

has determined that she will apply for the
CRP. Currently, for USDA to determine cus-
tomer and land eligibility, Joan must supply
information previously provided, and Service
Center staff must manually review numerous
paper forms, maps, and aerial photos.

Recommended Changes

In the future, when she arrives at the Service
Center Joan may already have an appointment
with a program specialist to discuss program
eligibility, possibly for the first time. Specific
changes that will ensure USDA provides a
program eligibility determination in a timely
manner include:

A Streamlining processes for collecting, up-
dating, and reviewing eligibility informa-
tion, including the:

» Ownership determination and land eli-
gibility process
» Map distribution process.

A Providing centralized employee training
focusing on customer service.

A Providing remote access to customer and
land eligibility information.

A Providing the capability for Service Cen-
ters to access, analyze, update, share, and
store necessary geospatial data to deter-
mine eligibility.

Anticipated Benefits

As a result, Joan will receive timely responses,
consistent rankings, and accurate data. In ad-
dition, she will have less paperwork to com-
plete. Joan will be able to access her customer
eligibility information and check the status of
her determination. The proposed projects will
allow Service Center employees to improve
time management and develop customer plan-
ning business parameters more accurately and
efficiently.
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Significant process change will occur in col-
lecting, updating, and reviewing information
required for eligibility from those customers
who visit the Service Center. For example,
land ownership and cropping eligibility infor-
mation will be collected once and maintained
in a standard database that will be accessible
to all agencies and counties. This will elimi-
nate the need for the customer to provide the
same information to individual agencies.

Figure 2.2-6 is a segment of the CRP process
flow that has been included to illustrate the
process savings resulting from projects for
determining eligibility. The proposed changes
will eliminate multiple steps from the process,
including:

65

A Filling out the 578 form (Process No. 71-
72).

A Pulling cropping history (Process No.
70N).

A Attaching copies of 156 form to crop re-
ports (Process No. 74-N).

In addition, the three-step process of review-
ing land ownership eligibility and cropping
eligibility for completion of the FSA-578
(Process Nos. 64—67) will be combined into
one step (Process No. 68). Overall, the BPR
teams estimate a 50 to 80 percent reduction in
time and a 50 percent reduction in paper proc-
essing to determine eligibility by eliminating,
combining, and automating many manual
steps.
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Figure 2.2-6. Determine Eligibility Process Change

Customer Applies for a Program

Current Situation

In the current environment, to apply for CRP,
Joan is required to coordinate among agencies
and, in her case, between two counties. Joan
must fill out numerous forms with redundant
information and wait for that information to be
manually passed between agencies and coun-
ties. This environment does little to provide

Joan with timely approval notices or a quick
delivery of benefits.

Recommended Changes

In the future, Joan will have an appointment
with a program specialist at a Service Center
(or her residence) to process the application,
will have access to applicable forms and in-
formation, and will have provided basic cus-
tomer information before meeting at the
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Service Center. The following recommended
changes will result from proposed projects and
assist in the CRP application process:

A Provide bid and payment rates to Joan
prior to sign up.

A Streamline the information retrieval proc-
esses.

A Reduce the approval steps for programs
(make decisions at local levels vs. na-
tional).

A Make approvals online (no need to pass
paper forms from one office or agency to
another).

A Provide electronic access to applicable
forms and information.

A Share access to basic customer informa-
tion and develop one common database
among partnering agencies that will reduce
the amount of redundant data collected
from the customer.

A Provide the capability for Service Centers
to access, analyze, update, share, and store
necessary geospatial data required to com-
plete and approve her application.

The following critical steps in the process will
be performed electronically:

A Transmit CRP-1 to USDA headquarters.

A Review bid determinations.

A Notify customer of acceptance or rejec-
tion.

A Notify NRCS to proceed with conserva-

tion plan development.

Anticipated Benefits

The proposed projects will result in a more
timely approval process and a more efficient
planning cycle for Joan. This will allow Joan
to make informed business decisions and im-
prove her profitability. Accurate, consistent,

SCI Modernization Plan — November 19, 1999

and current customer and geospatial data will
be available to all levels of Service Center
employees throughout the application and
contract approval processes. If approved, she
will be notified the same day.

The 1- to 3-month application processing time
currently required will be significantly re-
duced to same-day processing. This reduction
is possible for two reasons. First, in the future
environment, all program requirements (such
as eligible acres, maximum bid rates, and en-
vironmental criteria) will be announced before
sign-up begins. Customers will be able to
submit a reasonable bid based on the applica-
ble program requirements. Second, many re-
dundant approval steps will be eliminated
from this process. Applications will no longer
be reviewed against hard-copy documentation
by the county committees before submission
to USDA headquarters in Washington, DC.

A Many of the remaining steps in the
streamlined process will be conducted
electronically, eliminating the need to send
forms between agencies and reducing time
required to notify customers and other
agencies.

Exhibit 2.2-7, Application Processing Process
Changes, illustrates a segment of the CRP
process flow, highlighting process changes
resulting from a reduction in approval steps,
including elimination of steps involved in que-
rying and reviewing bid results and submitting
them to headquarters and other agencies (Pro-
cess Nos. 140-143). In addition, the process
change will lead to an overall 50 percent re-
duction in the time required to notify custom-
ers (Process No. 144) and NRCS (Process No.
145).
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Figure 2.2-7. Application Processing Process Change

Customer Works with USDA velop their own plans at their conven-

To Develop a Plan lence. .
- - » Providing program and associated
Current Situation planning information to enable the

farm consultant to work with the cus-
tomer in developing plans to be sub-
mitted to NRCS for certification.

» Providing remote accessibility to plan-
ning and geospatial information.

A Providing the means to share conservation
and related compliance information among
Service Center and Conservation District
personnel through a common computing

Now Joan is ready to work with USDA to de-
velop a conservation plan for her land. She
needs information about conservation prac-
tices, non-cost share practices, planning in-
formation, and program options. In the current
environment, a Service Center employee,
without the benefit of program or customer
information, must inspect Joan’s land to de-
velop the schedule that Joan is to follow.
Service Center employees manually gather environment.

information at Joan’s site that is subject toin- A Enabling field conservationists to provide
terpretation at the Service Center. Information onsite assistance to the customer, includ-

is sent back and forth between Joan and ing development and printing a complete
NRCS. plan and associated conservation plan

map.
Recommended Changes

The following recommended changes will ex-
pedite this process in the future:

Anticipated Benefits

The employee and Joan jointly develop alter-
natives, and Joan selects the alternatives and
conservation practices that will make up her
Conservation Plan of Operations (CPO). The
Service Center employee is able to print out
both the map and text data while at Joan’s lo-
cation, reducing time required of both Joan
and the employee. In addition, her plan will be
developed more quickly, with more accurate

A Streamlining process to allow online ap-
proval of plans.
A Providing remote access to information,
including:
» Providing planning information over
the Internet to allow customers to de-
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information. The ability to manipulate the in-
formation in an electronic environment will
provide Joan with the basis for making in-
formed business decisions, improve her prof-
itability, protect the natural resource base she
stewards, and maximize use of Service Center
employees’ time in developing the CPO.

The improved process will allow the customer
to sign the CPO electronically after an agree-
ment is reached on the practices, schedule, and
cost share. In addition, state conservation dis-
tricts and county committees will be able to
access and approve CPOs electronically. On-
line approval will not only reduce the amount
of paper passed between various organiza-
tions, but also will significantly reduce the

151-N
Develop Schedule
(CPO) to Apply
Practices

60%

amount of time the customer must wait to en-
ter into a contract with USDA.

Figure 2.2-8 demonstrates process changes to
a segment of the CRP process flow that result
from remote access of information and online
approval capability. Highlights include a 60
percent reduction in time required to develop
the CPO (Process No. 151-N), and elimination
of the steps requiring the county committee
(COC) to approve (Process No. 157-N) and
deliver the CPO (Process No. 158). The im-
proved process will incorporate the ability to
remotely access information in real time and
provide customers with conservation options
60 percent faster.

Y
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Figure 2.2-8. Conservation Plan Development Process Changes

Customer Contracts with USDA

Current Situation

After USDA approves her contract, Joan is
notified and is qualified for benefits. Cur-
rently, approving the contract and issuing
payment is a tedious, multiple-step process.
Joan must wait for multiple paper forms to be
exchanged between agencies. Information on
the forms is repeatedly entered by the various

agencies. In addition, Joan must wait for the
county committee and national office to re-
ceive the required information so they can ap-
prove or disapprove her contract or level of
cost sharing. Consequently, Joan’s need for
timely approval notification, more efficient
payment practices, and a simplified method to
track contract status is not met.
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Recommended Changes

The following changes will result from pro-
posed projects and will assist USDA in meet-
ing Joan’s needs in the future:

A Providing implementation standards.

A Streamlining CRP and loan processes,
wetlands, or other easements.

A Providing increased information accessi-
bility and remote access to contract status.

A Eliminating manual processes:

» Passing paper forms back and forth
between agencies.
» Updating hard-copy aerial maps.

A Identifying more accurate contract loca-
tions by using consistent land unit infor-
mation, accurate maps, and portable GPS
units.

Analysis of existing geospatial data is crucial
to timely approval.

Process changes in the contract preparation
and approval process occur in two major ar-
eas. First, the manual process of passing paper
forms back and forth between agencies will be
eliminated. For example, the CRP-1 is passed
back and forth between FSA and the COC for
review. This is a time-consuming process and
does not add value to any services or products
provided to the customer. In the future, the
CRP-1 and the CRP application will be auto-
mated and updated accordingly without being
passed back and forth.
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The second major improvement is achieved by
applying geospatial technology. Numerous
process steps will be eliminated, including up-
dating master aerial photo (Process No. 167
shown in Figure 2.2-9), CRP applications
(Process No. 168), and the 502 and 1026 (Pro-
cess No. 170). Digital imagery will provide
real-time, accurate geospatial information 80
percent faster (Process No. 169) and will be
accessible by all agencies simultaneously.

Figure 2.2-9 demonstrates a segment of the
CRP process flow that highlights process
changes that will result from eliminating the
manual process of passing paper forms back
and forth between agencies and the manual
process of updating hard-copy aerial maps.

Anticipated Benefits

The proposed changes will provide Joan with
online status updates, timely payments, in-
formed and timely business decisions, and im-
proved business planning.

Overall, the following specific reductions are
estimated by the BPR teams and highlighted
in this segment of the process flow.

A 380 percent reduction in the time associated
with updating forms and maps after con-
ducting field inspections (Process Nos.
167, 168, 170).

A 50 percent reduction in the time required
to prepare the CRP-1 (Process No. 164).
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Figure 2.2-9. Contract Preparation/Approval Process Changes

Customer Reacts to
Compliance Issues

Current Situation

Joan’s interaction with USDA while partici-
pating in CRP continues through the moni-
toring of her land for program compliance.
USDA'’s compliance monitoring is performed
annually by either NRCS or FSA. Currently,
the process is manual and requires coordina-
tion between the two agencies. Joan needs to
understand the compliance procedures and
actions, be made aware of her appeal rights (if
she is not in compliance), and receive timely
and accurate notification.

Recommended Changes

Proposed changes include:

A Empowering Service Center employees to
provide information to customers by cut-
ting review approval steps.

A Providing employees with the ability to
complete transactions while in the field.

A Providing electronic access to information
to speed compliance processes.

A Providing implementation standards via a
mixture of communication media.

Anticipated Benefits

In the future environment, Joan will get faster
responses on her compliance issues and con-
sequently will be able to make improved busi-
ness decisions.

The major change to the compliance moni-
toring process will be in NRCS’s and FSA’s
ability to electronically access accurate, com-
plete compliance records. Electronic access in
the integrated environment will:

A Reduce by 20 percent the time required for
NRCS to conduct status reviews and no-
tify customers of compliance/non-
compliance.

A FEliminate the need for NRCS to manually
send FSA the LTP-13.

A Reduce by 20 percent the time required for
FSA to conduct field inspections and no-
tify customers of appeal rights.

2.2.4.2 Additional Scenarios

The following scenarios illustrate how a re-
vised business model could change customer
interaction with USDA Service Centers and
staff.

SCI Modernization Plan — November 19, 1999
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A Before planting, the customer applies for a

pesticide permit from the state department
of pesticide regulation. In the process, the
customer identifies the crops intended for
planting in each field where the pesticide
will be applied. The land and crop infor-
mation is recorded on a digital map of the
farm that the customer accessed through
the Internet. The land and crop informa-
tion is maintained in a common informa-
tion database that is shared by the appro-
priate Federal, state, and local entities that
serve this producer. The pesticide applica-
tion is completed online and e-mailed to
the state entity.

The customer accesses and uses the soil
information in the land database to calcu-
late quantities and order seed and fertilizer
from a local supplier. The supplier delivers
the products to the geospatial coordinates
on the maps.

After planting, the customer applies for
crop insurance from a local crop insurance
agent. The land and crop information is
retrieved and updated by the producer to
reflect actual plantings. Much of this in-
formation is retrieved from the on-board
computer on the customer’s tractor. The
land database is updated, and the applica-
tion is submitted online. Insurance policy
information and costs are provided to the
customer via e-mail.

The customer uses USDA’s online conser-
vation planning application to identify op-
tions for developing erosion control ter-
races. After narrowing the options, the
customer requests an onsite visit from a
NRCS planner. The Service Center dis-
patches a staff member with a mobile con-
servation planning tool that uses the digital
maps of the farm from the land database.
While onsite, the NRCS employee verifies
the crop information provided by the pro-
ducer. This information is uploaded to the
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database and made available to the state
and the crop insurance agent.

A major storm causes damage to agricul-
tural land in the country. Using informa-
tion from meteorological sources, FSA
and the insurance agent overlay storm
path, wind speed, and rainfall data on the
digital maps from the land database and
identify customers that may have been af-
fected. The customer files an insurance
claim online, and the information is
matched with the meteorological data. At
the same time, FSA assists in preparing
the Governor’s request for a Secretarial
disaster designation for the area damaged,
based on the new information stored in the
land database, and notifies the customer
that it may be eligible for an emergency
loan. A contracted loss adjuster visits the
farm and collects information relative to
all damage. The information is recorded in
the land database. The customer files an
application for an emergency loan online;
the volume of information needed is lim-
ited because information already on file
has been pre-populated in the application.
The customer’s electronic signature is
used to accept the terms and conditions of
the emergency loan. Service Center staff
review the information submitted and is-
sue an electronic payment to the cus-
tomer’s account.

The customer retrieves market price in-
formation from the Internet and contracts a
sale to a local elevator online. Transporta-
tion for delivering the commodity is also
arranged online. Trucks to haul the com-
modity arrive at the designated coordinates
on the digital maps and load the commod-
ity as it is being harvested. Yield informa-
tion is collected by the customer’s on-
board computer as the commodity is har-
vested. The information is transferred to
the Service Center, along with a request
for a loan deficiency payment. FSA staff
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review information on file relative to the
producer’s eligibility and yield loss from
the earlier storm and verify that the quan-
tity is reasonable. FSA makes an elec-
tronic payment to the customer’s account.
Yield information is stored in the land da-
tabase to support future production history
analyses by USDA and crop insurance en-
tities. The information is aggregated for
the crop year to support statistical report-
ing functions.

2.3 Modernization Architecture

An enterprise architecture—Information Sys-
tems Technical Architecture (ISTA)—is vital
to the successful implementation of this size
reengineering effort. The ISTA introduces
standards, principles, and transformation pro-
cesses that an organization should follow—for
SCI, that is key to meeting the Model Service
Center objective. An architecture shows the
relationship between business and technology,
and within USDA and the SCI, business
drives technology. Technology enables the
business to deliver its products and services in
new and improved ways. However, SCI rec-
ognizes that business and technology have a
push-pull relationship—new business needs
require new technology and new technology
enables new methods of service delivery.

The architectural blueprint, illustrated in Fig-
ure 2.3-1, is divided into business, applica-
tions, data, and technology layers. This model
provides a means to communicate architec-
tural information and facilitates a holistic view
of the architecture and its segments. Each in-
formation system or technology project ad-
dresses all layers, providing the methodology
for increased integration of projects. It is de-
signed from a business and applications per-
spective, but built from a technology and data
aspect. The Service Center enterprise archi-
tecture is the stepping stone to the Model
Service Center, mapping out the business

drivers and enabling technology to deliver
more efficient customer service at reduced
cost.

Design
Down

Applications

Build Up

Figure 2.3-1. Enterprise
Architecture Blueprint

The blueprint shows the relationship of stan-
dards, principles, and transformation proc-
esses to effectively guide architecture to the
desired future state. These processes ensure
that current and proposed architecture and in-
vestment initiatives are screened through the
layers of the ISTA. SCI will employ transfor-
mation processes, such as corporate planning,
business opportunity analysis, capital planning
and investment control, and baseline archi-
tecture characterization inventories, to facili-
tate evolution of the architecture.

The enterprise architecture provides a de-
scription of all USDA customers, business ac-
tivities, supporting data, and technology. It
illustrates the interconnectivity and relation-
ships of the business, applications, data, and
technology environments of an enterprise. The
blueprint provides a tiered framework for or-
ganizing, planning, and building an integrated
set of information systems and information
technology architectures.

All agencies and offices will be represented in
the architecture. In the paragraphs below,
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components are grouped as a convenience for
discussion, but there are actually many asso-
ciations among the components and their ele-
ments. Together, they describe the SCI’s busi-
ness from mission and direction setting to the
most detailed software, data components, and
technology.

2.3.1 Business Architecture

This architecture layer represents the over-
arching vision, goals, and strategies the SCI is
using to guide performance of its mission. The
mission is described in terms of program de-
livery functions, core business processes,
customers and stakeholders, and the products
and services produced.

Included in the business architecture are de-
scriptions of the procedures SCI uses to cre-
ate, receive, and use the information that is the
heart of all business activities. The steps in
these procedures are described in terms of the
supplier/ producer/customer relationships that
govern Service Center operation, from initia-
tion through final delivery to the customer.
Associated performance measures of customer
satisfaction and operational efficiency provide
information to aid performance improvement
and GPRA reporting. This architecture layer
provides the motives and justification for pro-
cess improvements and supporting I'T acquisi-
tions.

2.3.1.1 Core Business Processes

The business
architecture con-
forms to the
overarching vi-
sion, goals, and
strategies the
SClI is using to
guide mission performance. The activities in-
herent in the operation of the integrated Serv-
ice Center are described in terms of program

delivery functions, core business processes,
customers and stakeholders, and the products
and services produced.

The SClI initially selected an activity-based
reengineering methodology because it best
supported the conduct of activity-based cost-
ing used in the initial economic justification
(Service Center Business Case, October
1997). The original enterprise activity model
has since been modified to describe more pre-
cisely the activities needed for the Service
Center of the future to fulfill the vision of
“Providing an Integrated USDA” to the con-
sumer. The Service Center operation of the
future is described in the activity model in
Figure 2.3-2.

Under the control of Congress, USDA, EPA
requirements, and the normal budgetary limi-
tations, in this model the local communities’
wants and needs are combined with the dollars
provided by USDA programs, risk insurance,
crop management, and conservation practices.
The Service Center transforms these inputs
into healthy farms and rural communities, and
a set of conservation practices that bring farm
practices into harmony with the land.

three key mechanisms are critical to operation
of the future Service Center. Without the im-
plementation of these enabling technologies,
the expected cost savings and customer serv-
ice improvements will not materialize. Two of
these mechanisms, the CCE and LAN/W AN/
Voice, are well on their way to implementa-
tion. Common LAN/WAN/Voice standards
are in place at almost every Service Center.
The initial CCE equipment (desktops and
portable workstations) currently is being
fielded to Service Centers. Plans are in place
to standardize the hardware and software envi-
ronment to current state-of-the-art technology
at every Service Center. BPR results in shared
database applications that speed delivery of
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services to the customer, reduce the current
paperwork burden on the customer, and allow
Service Center staff to more efficiently man-
age their operations. This key linchpin is be-

ing developed based on reengineered prac-
tices. Without the shared database applica-
tions, the savings required by the Clinger-

Cohen Act will not materialize.

Budgeted
Program $
EPA
Regs
Local Issues ———————» -
—— USDA Program § ———p» Healthy Farms —————— 3
Provide Integrated
Risk Insurance ———3p» USDA Services to —— Healthy Rural Communities —J-
Customers _
Revised
——— Crop Mgt Prgms 4) Conservation —)
Practices
»
SC
Shared Common
Database Computing LAN/WAN/Noice
Applications Environment

Figure 2.3-2. Service Center Operations of the Future

The core business processes that provide es-
sential services to the customer are:

A Community Development.
A Lending.

A Managing Risk.

A Conservation.

The activity model in Figure 2.3-3 shows how
these four core business processes are linked

together to provide a coherent set of services
to USDA Service Center customers.

Some core business processes are similar
across agencies with respect to supporting ac-
tivities, competencies, and skill requirements.
The Model Service Center therefore relies on
consolidation of these core business processes
and sharing of supporting activities among
existing agencies.
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Figure 2.3-3. Providing a Coherent Set of Services

A Develop strategic outreach plans.

A Measure program delivery to minority,
women, and small and limited resource
farmers.

A Make all USDA customer communica-
tions community-based.

A Establish satellite or mobile offices in
communities where a large population of
farm workers reside.

2.3.1.1.1 Community Development

The community devel-
opment business area
transforms local issues
into coherent plans that
clearly articulate re-
source priorities for
communities, areas,
and regions. These
community-developed
priorities primarily
control the structure of assets obtained from
USDA and our leveraged partnerships. This
business area directly addresses the following
CRAT and NCSF objectives and recommen-
dations (summarized in Section 1.1.1.1 and
Section 1.1.1.2, respectively):

This business area includes the identification
of community-based social, economic, and
natural resource concerns that can be ad-
dressed by Service Centers and partner agen-
cies. These activities may involve multiple
landowners, businesses, community groups,
and government agencies at all levels. Com-
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